Mergers are a complex phenomenon with a high failure rate inspite of the increased and more frequent mergers in companies today. This paper investigates the various factors that affect supply chain efficiency in post-merger environments and provides with a framework of requirements for a successful post-merger supply chain. The main aim is to assess the motives or initial expectations regarding value creation from mergers and analyse the post-merger effects of mergers on supply chain, also shedding some light on the major difficulties for the merging firms in achieving synergies regarding supply chains and managing key supply chain players in a way that maximum value can be extracted from the merger. Study is focused on the food industry in the UK. A questionnaire with 10 questions was sent out to supply chain managers of 600 people merged firms, representing approximately 40% of the overall mergers occurred in the UK Food and Beverages Industry between 2008 and 2012. 188 responses were received, representing 31% of the sample and 12% of the overall mergers between 2008 and 2012. It is found that mergers do not necessarily have a negative impact on the firms and their operational performance. In fact, this process can help in extracting many benefits by merging the two supply chains into one. Proper management, right strategy, trained workforce and good integration along the merger process can result in an efficient post-merger supply chain performance.
INTRODUCTION
In today's market, the ultimate mission of a firm is to make profits and improve shareholder wealth. Firms strive to grow by introducing new products and services to ensure internal growth (Green and Cromley, 1982) ; however, businesses seek to attain external growth by entering into Mergers (Ghosh and Das, 2003) . Increased deregulation, globalisation and privatisation have been the main reasons for external growth strategies to gain spurt all over the world. It provided an important means to enter new markets, compete globally, broaden portfolios or to acquire new technology (Yadav and Kumar, 2005) . Whether this speculative exercise becomes successful in achieving the basic objective or fails in doing so; undergoing this exercise has become the focus of various corporate discussions, both in the public as well as the academic world (e.g. Crandall and Winston, 2003) . This Mergers 'wave ranged from small synergistic drop-ins to big deals altering the industry structure and competitiveness, covering many industries such as banking, oil and gas, Food and beverage, software, telecom and aviation.
REVIEW OF DIFFERENT MERGER STRATEGIES
Mergers can be used by an organisation when implementing any of the growth strategies -vertical integration, horizontal integration, diversification or going international. The main distinguishing feature of Mergers as a way to implement growth strategies is that the organisation is buying its expanded activities and operations (Coulter, 2005) . Thus, avoiding Mergers in today's time is like missing an opportunity. According to Harrison (1987) , if the decision to grow by Mergers is made, the potential acquirer must be very sure that the stipulated aims are unattainable by alternative measures. Fauli-Oller (1997) and Hennessy (2000) show that in a merger which is done with an anticompetitive intent, profit derived from Mergers is usually the gains from cost reduction or other synergy gains.
Objective to Become Leaner
The most common strategy used by merging firms is to create cost effective, leaner operations base from the combined companies in the same industry thus achieving operational synergy. Inefficient plants can be closed or distribution activities partly combined and downsized (when nearby centres serve some of the same geographic areas), or sale force and marketing activities combined and downsized (when each company has salespeople calling on the same customer). Thus, supply chain cost synergy can be achieved from the combined companies because of buying in greater volume from common suppliers and from closer collaboration with supply chain partners. Likewise, administrative activities can be downsized and squeezed resulting in cost savings. For example, the merger forming DaimlerChrysler started with the objective to use the high capacity that was more than needed. The two companies Daimler-Benz and Chrysler believed that closing some inefficient plants and realigning the activities by combining supply chain activities, product design and administration would result in significant cost savings. A large number of Mergers are done with the intent to replace small high-cost 121 companies to one leaner unit. It also helps in logistics management where through Mergers, large operators have come up to gain from economies of scale in ship sizes and network organization from origin to destination (Marchese et al., 1998) .
Objective to Expand Geographic Coverage
Mergers provide a route to enter new markets in order to enhance firms value (Shelton, 1988) . One of the best ways to expand a business geographically is to acquire a business in the desired location. This also helps in dealing with the geographic overlap with a side benefit of reducing costs by eliminating duplication of activities. Many food companies like Nestle, Kraft, Unilever and Procter & Gamble have chosen this route to expand their business in different parts of the world. However, in such mergers, it is important that the goals of both the firms should be in line with each other (Das and Teng, 2000) for better synergy (Eun and Resnick, 2004) and desired success (Srilata et al., 2003) . Internationalisation is also one of the important strategies that firms are adopting in today's market to spread its operations in foreign countries. Domestic Mergers are easier to execute because of the familiarisation of both the involved companies, the laws, procedures and other such factors however in case of international Mergers there are various complexities involved (Hitt et al., 2005) . Firms opting for this route save themselves from time consumed to enter and set up a business in the foreign country. Eun et al. (1996) conducted a study in the US which shows that cross border Mergers create immense wealth for acquiring shareholders. For a company to consider overseas operation through mergers, a reason may be to increase the sales potential of the firm or improved production efficiency e.g. low cost labour (Johnson, 1999) while double taxation and anti-trust issues make such transactions unattractive (Gaughan, 2007) . However, multinational Mergers is highly risky due to fluctuating exchange rates, political risks and unclear distinction between parent and subsidiary (or associate) firm's cashflows which makes it less attractive (Johnson, 1999) . Brewer et al. (2001) studied international mergers and concluded that many international mergers have been unsuccessful because it is difficult to maintain globalised supply chains and manage logistics, where many serious issues on competitive effects and mismanagement of supply chains during mergers are raised. Jose et al. (1986) defined diversification as a process of entering different industries with a view to improve financial performance and enhance shareholder value. This helps in reducing detrimental effects from industry specific risks. Firms prefer to merge with a similar instead of experimenting into a new line of business of which it lacks experience and know-how (Hitt et al., 2005) . Wang and Reuer (2006) asserted that shareholders tend to reduce their risk through Mergers, where they diversify their business portfolio in order to mitigate industry-associated risks. In contrast, Amihud and Lev (1981) 
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MERGERS IN THE UK FOOD INDUSTRY
In 2000, Food Mergers in 18 out of the 27 Food or Food-related categories was reported by the Food Institute (Harris et al., 2002) . During 2010, the Food Institute found 322 mergers, which is an increase of 22% from year 2009 (Fusaro, 2011) . There were a total 316 mergers in 2012 showing a fall of about 17% from 2011 however, some analysts believe that this figure will increase in year 2013, while others think the opposite. Anyhow, the number of annual mergers indicates the significance and popularity of mergers transactions in UK's FOOD industry. Also, since 2012, UK Food manufacturing industry has become very attractive for overseas buyers and firms are being acquired by e.g. German and Chinese buyers, and it is believed that the trend of such cross-border mergers will continue in 2013 (Mclean, 2013 cited by Harwood, 2013 There are many reasons for the increase in mergers in Food Manufacturing businesses. Firms see it as a way to help in closing the less efficient processors and broadening the product lines that helps in increased market share. It also helps in efficient Food retailing with more information sharing between the companies. food businesses account for Operations and Supply Chain Management 8(3) pp. 118 -125 © 2015 the largest portion in UK economy representing over 15% of manufacturing turnover and employment and it contributes to more than £68 billion, out of which 10% (£6.8 billion) is comprised of dairy industry (Research Food centre, 2013) . During 2013, UK food manufacturers announced about 2,600 employees. However, considering the significance, it is also important to note that if a food business fails, a large number of employees get affected. For example, during 2012, many companies in the UK food sector failed, which affected more than 48,000 employees (Thomas, 2013) .
It has been four years since the consumer recession occurred and there is no indication to see it ending anytime soon. Consumers are more focused on gaining value for money that has changed the buying habits of customers. Firms face constant pressures to rapidly respond with changing demands and this requires close coordination between the firms. Vertical mergers have been found as a solution to this problem where firms along the supply chain work closely to improve their responsiveness. It also helps in reducing the transaction costs associated with the market exchange (Perry, 1989) . Reduction of risks, increased capability to innovate, improved information exchange and a better market position are a few benefits that attract the attention of the top management of a firm while deciding a merger deal.
RESEARCH OBJECTIVES
This paper examines the relationship between the performance of supply chain, overall operational performance and impacts on the overall performance after the merger. The researchers aim to define the important features of the motives or initial expectations regarding value creation from mergers and analyse the post-merger effects of mergers on supply chain, also shedding some light on the major difficulties for the merging firms in achieving synergies regarding supply chains and managing key supply chain players in a way that maximum value can be extracted from the merged firms business. The preeminent goal of this research is to study and find out the impacts of mergers on supply chains.
RESEARCH DESIGN
This research uses a systematic approach process to evaluate the effects of mergers on supply chain and its direct relation with success of the mergers process. A questionnaire with 10 questions was sent out to supply chain managers of 600 merged firms (via SurveyMonkey), representing approximately 40% of the overall mergers occurred in the UK Food and Beverages Industry between 2008 and 2012. 188 responses were received, representing 31% of the sample and 12% of the overall Mergers between 2008 and 2012 ( Table 2) . 
RESEARCH FINDINGS
The researchers evaluate the impacts of mergers on supply chain with specific attention on the expectation gap between the motives behind a merger agreement compared to the actual results derived later. This explains that there are various non-financial factors which hinder the success of a merger.
Control Factors
49% of the survey respondents belonged to manufacturing business, 36% to retail business and 15% to distribution business. The majority of respondents represented the manufacturing sector. Most of the survey respondents belonged to medium or large sized companies which started about 20 to 30 years ago and with more than 1, 000 employees.
Even though most mergers are carefully designed, they are extremely difficult to be managed and face many challenges. Despite of the expected synergy values, most of the Mergers fail to accomplish the beneficial goals and instead result into a failure. Merger failure has various reasons which, predominantly, occur due to unattainability of supply chain integration. Supply chain experts believe synergies are not achieved in 50-70% of merger cases in the UK. About 90% successful Mergers do not fully accomplish the strategic objectives. Productivity and financial performance falls by 50% while people's management also becomes a problem soon after the merger (Table 3) . Large Food companies usually choose to expand through mergers to gain greater market strength. However, since 2010, the number of food mergers has reduced due to post-merger failures. Where management believes that mismanagement of people is the most important factor leading to failure, it is believed that the failure is predominantly due to failure in managing supply chains. Failure in managing Food supply chains is not a small issue. It can result in delayed supply from suppliers, slow manufacturing, delayed supply of Food products to market affecting their freshness, poor service to customers by providing near to expiry Food products, high security and compliance risks as well as missing good opportunities in the market. Thus, the primary focus should be on the external rather than internal issues i.e. on customers rather than employees.
The Food supply chain should be managed in such a way that it best suits the on-going provision of services to customers with on-time orders and delivery of goods. Supply chain can be considered as best managed if it does not lead to ambiguity in handling information from both the supply chains joined as one and all customers are dealt with in the right time. Even in small and medium sized companies where integration is not an as big issue as in large Food firms, still it is found that the success rate is not more than 50%. 81% of the survey respondents believe that managing supply chain is the biggest challenge during a Food Industry merger.
Mergers and Inorganic Growth
Analysing the results it was found that a 28% of respondents agree that mergers are majorly done for inorganic growth of the business. Supply chain managers believe that the trend towards Food Mergers in the UK will increase in the next coming years with intent to grow the business. Not only inorganic growth, but companies have become increasingly concerned about organic growth as well. 25% of the respondents believe that the major benefit extracted from mergers is the resulting strong collaboration. It is important for achieving flexibility, lower response time 118 -125 © 2015 and better delivery performance which is very important for Food industry for dealing with the perishability constraint. Tight collaboration is also rated as a highly important factor in the Food business for ensuring shorter lead times and better responsiveness. There are cases where manufacturers are found to be unaware about the best practices or unable to execute them, giving rise to compliance issues.
Greening the Supply Chain
From the survey it was found that a 62% of respondents strongly agree to the fact that economies of scale are better achieved through mergers while increased capabilities (57%) and geographical dispersion (49%) are also big achievements that instigate the desire to merge with another business. Another important worth discussing finding during the research was that only 25% agree that mergers can help in improving green friendliness whereas 57% disagree and 17% were neutral on the idea that green friendliness is also a motive behind merging with another entity. It was also found that companies usually do not merge majorly with this intent. However, greening the supply chain is considered as a new model for enterprises to achieve profit and market share objectives (Tundys et al. 2015) , thus they might use it as a green-washing technique to deceptively capture consumers' attention but most of the businesses merge with intent for financial gains whether through synergistic gains but the focus is always on the financial and operating performance rather than environmental, social or consumer welfare. Food manufacturers are dependent on their supply chains. Supply chains are constantly changing and one of the main reasons for this is the changing trends in the Food sector. People are moving towards more healthy organic Food with less or no artificial ingredients and this is being mentioned on the products' packaging as well. As per consumer demands, not just Food but also the packaging material should not be a threat to the environment and should be recyclable.
Operational Effectiveness and Input Prices
Operational effectiveness will improve further but the prices of the inputs can be a threat. This includes, for example, the surging water shortage and increasing prices, plastic bottles/packaging cost and fluctuating petrol prices affect the input costs. Thus, cost reduction initiatives will also take most of the attention of the Food businesses. However, the big concern is to use the cash sensibly and at the right place at the right time. Hence both capital and revenue expenditures should be effectively managed.
Inventory Management
Inventories are reduced and Food companies are moving to less or no inventory conditions which have increased dependence on suppliers and the relationship with them. This requires efficient supply chains with good communication. 72% survey respondents believe that managing inventory is a difficult task in a Food merger. Inspite of collaboration, lack of adequate information systems (such as ERP and CRM) greatly hinders communication between the supply chain partners, thus it requires increased investment and attention. Food companies are trying to become more efficient in communication and therefore are investing or planning to invest in technologies which would help in good communication. Use of technologies like cloud computing (and data analytics) will help in improving responsiveness in the future showing considerable reduction in lead times. But it is a complex technology which is very costly and would require spending on training employees as well. In this way customer loyalty can also be achieved when customer demand is met timely.
Demand Fluctuations
28% respondents believe that the failure to manage supply chains is not majorly due to demand fluctuations; however, 66% believe that demand fluctuations only moderately affect the operational performance. Working capital optimisation across the supply chain networks is therefore important. For example, inventory optimisation requires selecting a right strategy to ensure the supply chains become leaner and agility can be achieved. Thus, supply chains should be flexible enough to deal with the demand rise and fall. The vulnerability of these risks is even higher for manufacturer, retailers and distributors in Food industry due to short life cycle and essentiality of lower delivery time due to perishable products. These companies usually make profit from sale of high volumes and low margins. In such conditions, communication is an essential element and postmerger, it is feared that a potential disaster can occur.
Planning Merger and Gaining Integration
Companies excessively plan before merger. The merger supply chain integration should not be delayed and dealt with within the first six months. This is the time when supply chain goals are being set. Regarding timing of supply chain integration, it should not take more than two years to attain integration between the supply chains of the merged firms otherwise it will be impossible to achieve success in the merger deal. In this way, effective integration can help in making the company more adaptable to changes in trends and customer demands. Supply chain re-engineering is increasingly used to identify the problems and manage supply chains. This can be either planned pre-merger or thought about post-merger according to the conditions then. 57% survey participants chose to have a pre-planned strategy devised while planning a merger in order to have lesser risk of failure in achieving supply chain synergy. 38% of respondents believe that post-merger conditions can better help in devising a strategy.
Horizontal or Vertical Mergers
72% of the participants disagree with the fact that horizontal mergers are more successful than vertical mergers in the Food industry, further stating that vertical mergers can thus be more successful and give longer-lasting benefits. Vertical integration has become an integral part of Food businesses where firms have become more customer-driven. Thus, specialisation is not considered an as big issue as the competitive advantage through improved efficient supply chain performance is considered. Same function businesses do not help in extracting as many advantages as vertical Mergers or Mergers along the supply chain. Vertical mergers help in creating a closer and efficient network with supply chain partners that has become a necessity for businesses. Benefits gained from horizontal mergers can be exercised through a good experienced workforce and more investment as well. However, economies of scale are a major benefit from horizontal Mergers. Thus, it is not genuine to determine which of the types is more fruitful but it all depends on the requirement of the business at the time of merger whether it is looking for economies of scale gains or efficient operations gain through mergers.
Strategic Fit and Cultural Synergy
During the survey, it was found that up to 89% of the participants believe that merging different cultures is the most difficult job during a merger. This, as well, has many reasons; strategic fit is one of the main requirements for successful mergers but it is extremely difficult to achieve. It is obvious that the two companies operating separately have differing aims and objectives and they exercise different strategies to accomplish them. Hence, the conflict may result in a poor strategic fit and ultimately synergy values can be very elusive. Cultural differences and culture shock are a significant reason for failure. Risk orientation and cost consciousness often quite differ between the merged businesses. Inadequacy of due diligence exercise is also proved with the failure. Supply chain integration is hard to be managed since effective supply chain management requires careful consideration of multiple tiers of partners, especially with respect to sustainability issues (Mocan et al, 2015) . Often different supply chain re-engineering techniques are used to make supply chains more efficient. A high level of planning and design is required to ensure supply chain network optimisation otherwise the implementation fails. However, it is also found that the weaknesses in gaining integration and synergies with the acquired company are not always evident. Cultural, social and managerial problems may also become visible later. Thus, the envisioned synergy becomes ambiguous. Maybe because of skills not being transferred or key managers leaving the company, the anticipated success turns to be a failure. Hence, even if the staff was experienced, the success might not be retrieved. There should be a strategy for creating a pattern of integration to achieve synergy and this strategy can be further developed according to the conditions found later. Many top-level managers leave their job after merger. This becomes a major issue if the major source of competitive advantage of the company is its managers. The managers of the two companies may be following different values, ethics and beliefs in the product manufacturing, quality of product and service offered and these should reconcile.
Talent Management
60% of the respondents believe that managing people and redundancies is a very difficult job and this has also led to increased growth of talent management in the Food Mergers. It is also found that almost 72% respondents believe that merging the top-level management is very difficult in a Food business. Lack of qualified workforce is also a big issue due to which training of employees in Food sector has also picked attention and focus of the top managements. Some firms also fear to give the autonomy to see the supply chain in the hands of employees thus less than required workforce is given a supply chain job. Manufacturers and retailers are actively planning to spend about 1-3% of the savings on training their employees.
CONCLUSIONS AND RECOMMENDATIONS
Mergers are a complex phenomenon with a high failure rate inspite of the increased and more frequent Mergers in companies today. There are times where more than one merger is being managed. Despite their benefits and popularity, about half of the Mergers fail to achieve the desired strategic or financial objectives. This can be due to various reasons that were analysed during in the research. Improper due diligence, imprecise pricing, a wrong objective behind the merger, a wrong strategy to achieve the motive, wrong acquirer/acquire or wrong timing (Marks, 1997) . Where Mergers are done to increase the chances of continued sustainability, the researcher argued that an important reason contributing to the high failure rate lies in neglecting the value of achieving integration. A careful planning should be done before the merger and the whole merger process should be done accordingly. It is also found that changes can be brought according to the post-merger conditions but a basic planned strategy should be prepared before the merger. Cultural differences, doubling of jobs and redundancies should be carefully managed with a premerger plan. Due diligence services should be taken from a good reputed advisory firm which has experience of merger in the respective industry in order to assure that the due diligence report is effective enough to find a strategic fit between the two companies which are planning to merge and should ensure success of the merger. Later, it is difficult to find out whether the deal failed due to an improper due diligence or an ineffective management.
Nowadays, in the Food industry, the form of Mergers usually undergone is vertical merger to improve supply chain network. The first point of concern is the basic motive and the performance measures that are decided to be used as the indicators for measuring good or bad performance. As the basic motive of most of the businesses found through the survey is to grow inorganically while managing supply chains in such a way that tighter collaboration can be reached; managers should aim to effectively manage supply chain in order to build a closer communication network with the partners (suppliers). Appropriate performance measures should be used to make sure that performance is measured accurately. Moreover, integration must be achieved within a span of 24 to 26 months. Otherwise, it will become impossible to extract benefits after all the costs/expenses incurred. Employees should be given autonomy to work on supply chains and they should also be trained. Thus, talent management has also become an important aspect of supply chain management of mergers especially in Food industry. The perishability of the Food products also requires storing less or no inventory to provide fresh products to customers, who have become increasingly aware and concerned about the health concerns. Storing costs can also be save in this way Thus with, efficient integration, tighter collaboration, Operations and Supply Chain Management 8(3) pp. 118 -125 © 2015 good communication of information along the supply chain partners, trained workforce and effective merging of top level management and the two cultures can result in a successful merger.
When it comes to the main research questions, the researchers studied the different motives behind Mergers and investigated to find a reason, which can result in success of the deal (Figure 1) . The results show that it is important to have an appropriate objective to pursue a merger.
Figure 1 Overview of Motives for Mergers in the UK Food Industry
Economies of scale has been a main reason for Mergers in the Food industry which can result in achieving increased revenues and lower costs while manufacturing, delivering Food products while reducing losses. Thus, Food firms usually aim to achieve a leaner supply chain. Producing and providing green-friendly products has also gained importance in Food industry with more firms becoming concerned about becoming health and environmentally conscious and aware. Population increase and resulting demand rises are already forecasted and firms are aiming to gain the most of the market share to benefit by adding more customers to their network. The role of internet and information technologies cannot be ignored in this respect. While in Food industry, more efficient and responsive system of communication is required, firms are aiming to invest more in this area. Supply chain reengineering has also gained spurt in the past few years. There is a greater scope to redesign the supply chains in such a way that expenses are downsized and profits can be improved. Thus, supply chain engineering can help in creating a competitive advantage but this may require efforts from all supply chain partners.
As described earlier, there are numerous reasons for failure of a merger. However, it is difficult to identify exactly which reason resulted in failure of the deal. This requires further research and study in measuring the synergistic gains that should be easily identifiable rather than imaginary. Study is also required to assess the best timing for undergoing a merger. Subsequently, what the firms should do to ensure that the merger process is conducted well also requires further study. Furthermore, with the advent of ethical issues in the Food industry and the rising health concerns, it is also found that supply chains are so complex that it is difficult to identify where the main problem lies. This area requires a lot of research to analyse the problems and ways to solve them. Moreover, ways on seizing new customers and retaining them in a Food business will also require more study.
